In the increasingly knowledge-based economy, the role of the service sector, and in particular, of Knowledge Intensive Business Services (KIBS), is widely acknowledged. KIBS are considered "bridges of innovation". Furthermore, in addition to this pivotal role in supporting the competitiveness and development of other firms, KIBS sectors are, per se, increasingly relevant in terms of economic dimensions and employment. Creative KIBS span architecture, advertising, multimedia and internet applications, branding, design agencies, etc. and leverage creative processes and creative individuals. The importance of these firms is directly related to the increasingly acknowledged role of creativity and innovation for competitiveness.
INTRODUCTION
In the increasingly knowledge-based economy, the role of the service sector, and in particular, of Knowledge Intensive Business Services (KIBS), is widely acknowledged (e.g., Miles A particularly interesting and less explored subsector of KIBS is the creative KIBS subsector.
Creative KIBS span architecture, advertising, multimedia and internet applications, branding, design agencies, etc. and leverage creative processes and creative individuals. The importance of these firms is directly related to the increasingly acknowledged role of creativity and innovation in competitiveness (see, for instance, European Commission, 2010). Recent studies have underlined the importance of external designers in the innovation process to the point that some of these designers are considered "superstars", such as Jacob Jensen and Very often the competitive performances of the creative KIBS are strictly connected to the capability shown by individuals (usually the founder(s) and a limited number of close collaborators) that represents the main capital of the firm. Only few KIBS (e.g., IDEO and Continuum Innovation), have demonstrated the capability to build a creative capital that allows to move from a business model based on few high-skilled individuals to one based on firm assets and resources. As argued by Florida and Goodnight (2005) , the company's most important asset is its creative capital and this is not just a collection of individuals' ideas, but a product of interaction. In this work, focusing on firms that operate in the creative KIBS subsector, we aim at identifying and analyzing the managerial practices adopted by companies characterized by a creative capital. More specifically we aim at investigating the value creation and appropriation strategies adopted by companies that were able to transform their creative capabilities from an individual asset to a company one (creative capital).
The paper is organized as follows: in the next section, the theoretical framework, and in particular, the literature that addresses value creation and appropriation strategies, is presented; in Section 3, the research design and the empirical setting are illustrated; Sections 4 and 5 present the case studies and the results, considering the value creation and appropriation strategies that are adopted; Section 6 concludes with a discussion of the results, the limits of the research and avenues for future studies.
THEORETICAL FRAMEWORK
Knowledge intensity, weak intellectual property protection and the importance of strong, close relationships with clients (e.g., Starbuck, 1992; Muller and Zenker, 2001; Oke, 2007) represent peculiar characteristics of the KIBS; they require ad hoc practices in order to valorize the potentialities provided by creative individuals and transform them in assets and resources that can be exploited by the entire organization. As previously mentioned, very often these firms are built around the reputation and the skills of their founder(s) to the point that they adopt the name of the founder(s) as their formal name (e.g., McKinsey, Ernst & Young). For this reason, KIBS continuously look for new creative talents. At the same time, in order to succeed, they should try to formalize and codify the processes and knowledge in order to create creative capital that can be exploited by the entire organization.
Florida and Goodnight (2005) underline that the creative capital of a company goes beyond the "collection" of creative individuals and ideas, it encompasses the managerial practices they adopt and the interactions developed between the individuals. They highlight three managerial principles to strengthen a firm creative capital: help creative employees keeping them intellectually engaged and removing distractions, make managers responsible for sparking creativity in all employees and engage customers as creative partners. In this work we complement and expand the research on the determinants of creative capital on the basis of a theoretical framework that is derived from the resource-based view literature (e.g., Penrose 1959; Wernerfelt, 1984; Barney, 1991) . In particular, we consider the competitiveness of KIBS as strictly connected to the presence and exploitation of a series of Unique Assets (values). Penrose's (1959) seminal contributions have highlighted the direct link between the competitiveness of a firm and its human and managerial resources. Wernerfelt (1984) notes that strategic resources are the resources that are strictly related to the firm and that can lead to sustainable competitive advantages, such as brands, technological knowledge, skilled personnel, trade contracts and efficient procedures. Barney (1986) classifies these resources into three main categories: physical capital resources, which also include technologies; human capital resources, which also include experience and knowledge; and organizational capital resources.
authors in this stream of theory identify a number of prerequisites for these strategic resources; for instance, they suggest that the resources must be heterogeneous, immobile, valuable, rare and imperfectly imitable. The specific forms that these strategic resources assume in creative KIBS have been explored less in the literature. Thus, one of the focus of our work is the identification of the strategies that are adopted by creative KIBS to create their Unique Assets (values). In addition to our analysis of the strategies that are implemented by creative KIBS to develop these assets and create value (Unique Asset Development) we analyze how they exploit such assets and appropriate the value (Unique Assets Value Appropriation) taking into account their peculiarities, and in particular, their knowledge intensiveness (Muller and Zenker, 2001 ). In fact the creation of strategic assets is not enough to obtain and maintain a competitive position in the market; strategies of value appropriation are pivotal in the transformation of value in effective results and the maintenance of these results over time (Mizik and Jacobson, 2003; Lepak, Smith and Taylor, 2007) . For instance, Teece (1986) underlines the importance of developing complementary assets (such as manufacturing capacities for firms that are developing technological innovations). Within this perspective, some authors underline the importance of exploitation strategies rather than exploration strategies. Exploitation strategies include pivotal activities, such as selection, planning, production, implementation and execution (March 1991) , and in professional Service Firms, the analysis of efficiency, efficacy and profitability (Groysberg and Lee, 2009 ).
Specifically we consider a theoretical framework based on three pillars: Unique Assets To summarize, through the in-depth analysis of 8 case studies, our work is aimed at identifying and analyzing strategies for value (Unique Asset) creation and appropriation adopted by creative KIBS that were able to transform their creative capabilities from an individual asset to a company one (creative capital).
RESEARCH DESIGN AND EMPIRICAL SETTING
Due to the complex system of variables that characterize the problem, we use a case study methodology approach, which allows us to develop a holistic and contextualized analysis.
This method aligns with the exploratory nature of the research, as it allows us to not only explore the phenomenon in its complexity but also identify the critical variables (Eisenhardt and Graebner, 2007) . Therefore, our case studies have an exploratory intent and are retrospective and multiple in nature (Yin, 1984) . To gather empirical evidence for each creative KIBS company, we carried out two in-depth interviews and a brief questionnaire, which was useful for collecting background data that encompassed turnover, employees, client portfolios, typologies of projects, and project tools. Both interviews were planned according to a protocol that was meant to investigate the strategies adopted by the creative KIBS. The first interview was organized with the CEO or the owner (very often, also the founder) of the company, while the second interview was conducted with one of the key design managers. All interviews were carried out by at least two authors. Before starting the data analysis phase, we retrieved additional information through secondary resources for data triangulation purposes. Each author developed the content analysis and coded the principal phases of the innovation process (Eisenhardt, 1989) . To increase the robustness of the interpretations, the authors' interpretations were tested by re-contacting the interviewees by phone, and reports of each case study were shared with the interviewees to obtain final approval.
As previously mentioned, the paper relies on a sample that comprises 8 Italian creative KIBS that were selected according to the following criteria:
-Foundation year before 2000. The possibility to observe more than one decade of evolution allows us to understand the different practices adopted by the creative KIBS moving from a strategy based on few highly-skilled individuals to one based on firm assets and resources (creative capital); -More than 20 employees. The companies should have reached a significant dimension that require the implementation of formalized and structured practices aimed at exploiting the creative capital.
As shown in Table 1 Alessi, one of the most important "Factories of Italian Design", is based in Crusinallo, a region that is historically devoted to household goods production; since the 1950s, Alessi has specialized in stainless steel manufacturing. Centro Studi Alessi (CSA) was conceived at the end of the 1980s from an idea that was developed by Alberto Alessi, Alessandro Mendini and Laura Polinoro, who was called to develop the initial idea for creating a research center to integrate and innovate Alessi's established project system. Since 1998, the CSA no longer exists as a physical entity, as its identity has transmogrified into a freer, more virtual realm of design research and contact with the world of emerging international design and is run by Laura Polinaro as an independent consultant. In the opening years of the new millennium, Laura set up a network of residential workshops that take place largely in Italy, and some of the resulting projects have gone into production with the acronym "LPWK" next to the name of the designer. 
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VALUE CREATION AND APPROPRIATION STRATEGIES
As previously mentioned, the first objective of the research is to investigate the strategies that are adopted by creative KIBS to create and appropriate value. Specifically, we analyzed eight
Italian creative KIBS to develop a taxonomy that is based on the three pillars introduced in the literature-based theoretical framework: Unique Asset Development, Unique Asset and Unique Assets Value Appropriation (Figure 1) . To develop the taxonomy we recoded the results obtained in the interviews and from secondary sources; in particular we analyzed all collected materials referring to each one of the three pillars. For each pillar we tried to categorize the actions and the strategies enacted by the analyzed firms considering similarities and differences among our case studies and theories already mentioned in the literature review. The main result of the coding process is reported in Figure 2 and further detailed in the following paragraphs. 
Value creation strategies
Unique Asset Development
The analysis of the eight Italian creative KIBS underlines two basic strategies that are adopted to develop new unique assets. Some companies generate distinctive resources and skills through dedicated projects whose aim is expressly the creation of new assets. These projects do not represent the answers to briefs that are proposed by clients, but they are the results of ad hoc investments and take inspiration from intuition and reflections that are developed internally by creative KIBS (Research-based projects) . Other companies exploit the opportunities that come from collaborations with clients to generate new assets; they develop Client-based projects not only to solve clients' proposed briefs but also to create new distinctive capabilities and competences (see Table 2 ).
More specifically, Research-based projects can be implemented with two alternative approaches: while Trend analyses foresee the identification of new opportunities that come from the market or emerging phenomena in consumer behaviors, Meta-projects are directed toward the development of new scenarios, which involve possible future evolutions of current markets. In other words, the first approach requires mainly analytic attitudes and is based on scouting and forecasting activities, while the second approach leverages design capabilities because it does not rely on historical data and does not involve an expectation that past observations will still be valid in the future. As argued by Dell'Era et al. (2008), Meta-projects are characterized by scenario development activities because they are directed toward the envisioning of new experiences and product lines rather than the satisfaction of explicit needs through single solutions. Considering the absence of specific clients, "evocative" (see Table   2 ) projects can be interpreted as Meta-projects; their nature is explorative because they have fewer constraints to consider, for the same reason that they are more radical in comparison with "traditional" projects. At the same time, they are significantly different from Trend analyses because they are directed toward the development of new scenarios and concepts, and consequently, they foresee the realization of preliminary embodiments of future products and services (sketches, storyboards, prototypes, etc.).
The second Unique Asset Development category (Client-based projects) also has alternative approaches: while Binding projects are sets of projects with which one is able to generate new and unique assets because of their relevant synergies and common elements, Pioneering projects can be defined as experimental projects in which unconventional temporary partnerships between stakeholders from different industries join together in the development of new market applications. On the one hand, the approach that is based on Binding projects increases creative KIBS' efficiency through the interpretation of "traditional projects" as sources of new knowledge and skills, and on the other hand, they allow for the management of contract projects, for which the capability to propose holistic solutions is particularly 
X X X
Meta-projects
Every year, Design Innovation develops approximately 20 "evocative" projects: they are not realized for specific clients, but according to the vision of Carmelo Di Bartolo, founder of Design Innovation, they increase the capability of interacting with clients, they improve the proactive attitude of the studio, and they allow employees to develop scenarios and concepts that they really love.
X X
Binding projects
Antonio Citterio and Partners develop different categories of projects: the firm mainly operates in the architecture industry, but it provides product design activities in the furniture and lighting industries as well. In other words, the studio interprets projects that center on lamps and pieces of furniture as an extension of their architectural projects. The possibility to analyze the same context of use (the home context) from different angles supports the development of unique interpretative capabilities that generate value for various client categories.
Pioneering projects
Italdesign Giugiaro use to develop concept cars in collaboration with several car makers not only in order to transform them in prototypes and finally industrial products, but also in order to generate new knowledge, demonstrate its capabilities and finally influence and make assumptions about the future lifestyle and regulation. (Starbuck, 1992) to the point that, very often, the name of a company reflects the name of the company's founder(s). In other words, one of the Unique Assets that creative KIBS can leverage to compete at the international level is the Reputation that they are able to build and communicate around the world: four of the eight case studies explicitly leverage the Superstar status of their founders (Antonio Citterio Patricia Viel and Partners, Italdesign Giugiaro, Makio Hasuike & Co., and Studio Marco Piva). By adopting the names of their founders, creative KIBS make a risky decision: few creative KIBS are shifting their strategy from a business model that is based on superstars to a business model that is based on teams and organizations that valorize the company Brand (e.g., Future Concept Lab).
If human resources are crucial in the development of creative KIBS, KIBS need to freeze and codify knowledge into the organization and transform it into organizational routines and culture. The development of methodologies and case histories is directed toward the transfer of tacit knowledge and experiences so that the firm can be useful and effective in the delivery of services for new clients. Specifically, the Knowledge Unique Asset has two typologies in our sample: the asset can involve Expertise, which is interpreted as a set of competences, or Methodology, which is interpreted as specific processes and tools that support design activity. X X X X
Methodology
Design Group Italia bases its value proposition on the process that they adopt during collaboration with every client; specifically, they advance through the following three main phases:
• Orientation: through an understanding of the competitive landscape, consumer life-styles, and emerging trends, they help their clients identify a tailor-made roadmap for innovation; • Creation: the production process that is appropriate for the client's means and the knowledge that was gained during Orientation create a strong foundation for exploration of the new concepts; • Implementation: once concepts are to be implemented, Design
Group Italia continues to help the design's progression by supporting on both a technical and brand level and ensuring that an optimum experience is delivered. Finally, creative KIBS show different organizational structures to valorize contributions that come from outside of the company. As previously mentioned, the literature that interprets creative KIBS as Brokers is particularly rich and developed. According to Hargadon (1998) , technology brokers are those firms that span multiple markets and technology domains and innovate by brokering knowledge from where it is known to where it is not. Several scholars have investigated the distinction between brokers that provide knowledge and mediators who provide contacts with other actors. While the former exploit their network position to connect separated worlds, the latter introduce disconnected organizations and facilitate their coordination.
Value appropriation strategies
Unique Asset Value Appropriation
The analysis of the eight Italian creative KIBS underlines alternative strategies that are adopted to appropriate the value of unique assets. Specifically, a group of strategies is used to other categories of services, the first mechanism (foreign direct investments) can also be considered dominant in the case of KIBS because of the close interaction between client and provider. The second mechanism (export and domestic offices) foresees the establishment of Subsidiaries that are able to interpret peculiarities of domestic context. The model is based on the superior control that third parties provide over service delivery and quality; moreover, it requires fewer resources than foreign direct investments (Vandermerwe and Chadwick, 1989) . X X
Commercial partnerships
Studio Marco Piva has established several Commercial Parnerships with other studios that are located in Russia, Asia and North Africa to participate in (and sometimes coordinate) international contract projects.
X X
Adding up
Considering that Milan provides a privileged vantage point that is rooted within a design culture that has made both producers and the public particularly sensitive to style, new trends and taste, Design Group Italia enriched its service portfolio in 2009 by introducing Observatories activities. In other words, they not only support their clients in terms of brand and product design but also provide consultancy services regarding emerging trends and the identification of new markets. The introduction of services such as Target Persona Elaboration or Bespoke Trend Research allows Design Group Italia to anticipate collaboration with potential clients.
X X
Adding down
Italdesign Giugiaro began by providing product style services in the automotive industry, but throughout its history, has enriched its portfolio by adding engineering, modeling, prototyping and testing services. These additional services allow the group to extend collaboration with clients after the delivery of the core service.
X X Dissemination X X X X X X
Productization
In 1982, Makio Hasuike founded MH Way, the name of the brand that launched propylene briefcases and telescopic tubes for drawings, which have been musts for more than a generation of professionals and students. After more than 25 years of success, prizes, and a great deal of admirers, followers and imitators, MH Way continues to research and innovate in a crosswise direction by means of the powerful tool of product design. MH Way offers items that are designed for a wide range of consumers, such as loyal customers, new customers and men and women who are looking for a unique product in terms of aesthetics and handiness. Makio Hasuike's designs have provided an unmistakable image, which has filled our cities over the years, of the products. He started with a deep knowledge of activities that were developed by architects and designers and transformed his design attitude into concrete products. of several books. In this way, they are able to communicate their unique assets to new clients with limited resources. In other words, they appropriate the value of unique assets, thus demonstrating their authoritativeness. Finally, the Productization strategy foresees the transformation of knowledge that comes from design services into products.
THE RELATIONSHIP BETWEEN VALUE CREATION AND APPROPRIATION
As highlighted, the case studies show significant differences. Three creative KIBS are characterized by turnover that is significantly higher in comparison with the other KIBS: Despite the fact that they provide creative services to companies that operate in different industries, they show one interesting similarity: they were able to significantly embody their unique assets; they successfully adopted strategies for formalizing and codifying their unique assets for specific technologies, archives and processes. In this way they were able to appropriate significant value potentially embedded in their assets.
Normally, creative KIBS experience difficulties in serving more clients and in offering more services, due to the importance of strong and close relationships with clients and the limited availability of skilled professionals. In many cases, creative KIBS firms consist of only the founding professionals and a limited number of close collaborators because this is the only way that creative KIBS have found to exploit their unique assets with their clients. By contrast, as detailed in the following, the three cases that show interesting connections between value creation and appropriation were able to embody their unique assets (typically, the knowledge of the founders or the key partners) and, thus, were able to exploit these assets with more clients or more services moving from a strategy based on creative individuals to a strategy based on creative capital. In the following portion of the paper, more details on how these embodiment strategies have been implemented are provided, and the embodiment concept is then further discussed.
Italdesign Giugiaro was the first service company to implement a Virtual Reality Centre. Progressively, the studio embedded knowledge of specific use contexts (e.g., house, hotel, resort, office) rather than specific products. This progressive embodiment of knowledge has been achieved mainly through databases, archives and the training and coaching of younger professionals. This strategy allowed the studio to enrich the creative capital obtaining holistic projects and developing a reputation as lifestyles experts.
As shown in Table 4 , Makio Hasuike founded MH Way in 1982. Among other successful products, this firm launched the propylene briefcase and telescopic tubes for drawings, which have been musts for more than a generation of professionals and students. Hasuike embodied his personal experiences in design and architectural projects in a new brand. In other words, he exploited his empathy and knowledge to move not only from the user perspective to the designer perspective but also from the designer perspective to the manufacturer one. He was able to embed his knowledge and experience of a specific sectors in a distinctive commercial brand identity.
Throughout their history, the three creative KIBS that show higher turnover have demonstrated the capability to enrich the Unique Asset Development phase with a series of activities that we can define as Unique Asset Embodiment strategies: through these activities, creative KIBS formalize and codify the assets that differentiate their offering, which allows them to partially overcome the problems of limited scale economies and, consequently, improve the potentialities for value appropriation (see Figure 3 ). The capability to embody the creative value in Unique Assets provides two significant advantages. First, the embodiment of unique assets increases the possibility of extracting more value through the adoption of the same value appropriation strategy (as shown by the length of the black arrows). For instance, Giugiaro's Virtual Reality Centre allows the firm to reduce development costs while at the same time attract clients who are interested in peculiar and advanced methodology and tools. Thanks to this Unique Asset, Italdesign Giugiaro was able to approach both new clients in the automotive industry and new markets such as transportation (train, yachts, etc.) and industrial design (white goods, small appliances, etc.) Second, the embodiment enables the adoption of specific value appropriation strategies (as shown by the number of the black arrows): in particular, in our sample, the strategies based on Adding down and Productization are adopted only by the three creative KIBS that were able to embody their unique assets. Italdesign Giugiaro began by providing product style services in the automotive industry, but throughout its history, has enriched its portfolio by adding engineering, modeling, prototyping and testing services. These additional services allow the group to extend collaboration with clients after the delivery of the core service (Adding down). As previously mentioned in 1982, Makio Hasuike founded MH Way, a company that launched very successful products for more than a generation of professionals and students.
He started with a deep knowledge of activities that were developed by architects and designers and transformed his design attitude into concrete products (Productization).
Comparing the three creative KIBS that were able to embody their unique assets with the other case studies two further observations emerge. First, it appears that technical knowledge domains facilitate the embodiment process: especially Italdesign Giugiaro and Makio Hasuike & Co. operate in creative industries where the technical knowledge is particularly relevant.
On the contrary Design Innovation, Future Concept Lab and LPWK mainly deal with sociocultural knowledge where the embodiment seems to be more complex. Second it seems that the embodiment process requires various years. The three KIBS that were able to better embody their unique assets were founded several years ago and needed years to develop their value appropriation strategies. In particular Italdesign Giugiaro and Makio Hasuike & Co.
were founded in 1968 and while Antonio Citterio Patricia Viel and Partners was founded more recently in 1999, Antonio Citterio opened his studio in 1972. This evidence suggests that the embodiment process requires the sedimentation of creative knowledge in order to be transformed in creative capital; the embodiment seems to be more the results of research and experimentation processes than the result of intuitions.
CONCLUSIONS AND IMPLICATIONS
In the increasingly knowledge-based economy, KIBS, and in particular, creative KIBS, can play a pivotal role in both supporting other industries and operating as industries in Furthermore, we highlight the importance of Unique Asset Embodiment strategies, i.e., the importance of strategies for formalizing and codifying unique assets in specific technologies, archives, processes and even products. We show that the three largest firms of our sample were able to embody their unique assets (typically, the knowledge of the founders or the key partners) and, thus, were able to exploit these assets with more clients or more services.
Specifically the embodiment of their assets allowed i) to extract more value from already adopted value appropriation strategies and ii) to adopt specific value appropriation strategies such as Adding down and Productization. While we acknowledge that the themes of knowledge codification and the differences between tacit and codified knowledge is not new process. We have referred to "embodiment strategies" and not to "codification processes" because, as shown, the results are not simply tangible products or artifacts that can be easily copied by competitors -the main limitation of codified knowledge -but remain complex sets of tools and knowledge that are difficult to separate from firms adopting them. We have shown the importance of specific strategies, and in particular, embodiment strategies, in the context of creative KIBS. The foundation and start-up phase of these firms is not difficult due to the limited costs involved, but few firms are able to move from creative individuals to creative capital. We argued that Unique Asset Embodiment strategies are fundamental to support this shift because of the possibility they offer of partially reaching economies of scale in this sector.
We also acknowledge that other value embodiment and appropriation strategies exist. This issue could prove to be an interesting topic for further studies. For instance, a pivotal and widely studied case that can be considered is that of Intellectual Property Protection strategies. However, as is well known, this strategy is more difficult to implement in creative KIBS and in KIBS in general due to the mainly non-technological basis of their innovations.
This consideration leads to another interesting avenue of research that can further the results of our study: the examination of the reliability of the identified strategies and the presence of other strategies in other KIBS sectors. In fact, we believe that the knowledge capital developed and exploited by other famous KIBS, such as large consulting firms (e.g., McKinsey, Deloitte, Accenture, Bain, and BCG) can, in part, be viewed as the result of the capacity of embedding the knowledge of first funders and professionals in specific knowledge bases, relationships, practices and processes.
